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25 April 1984

MEMORANDUM FOR: Deputy Director for Policy, Analysis,
and Evaluations

FROM:
—Chiet, Humarm Resources ard
Planning Staff
SUBJECT: Projected Needs of Agency Manpower A
Goals—-1990s and Beyond
REFERENCE: Memo fr C/QMS/DDA to D/Pers, dtd 20 Apr 84,

Same Subject

1. It is perhaps an oversimplification to indicate that most skilled
employees who voluntarily leave the Agency prior to retirement are
dissatisfied with either their pay and benefits, or their sense of job
satisfaction. Therefore, it is logical that the Agency undertake programs to
improve the intangible elements of job satisfaction as well as pay and
penefits. Such things as recognition and self-image, a sense of
accomplishment, the number of constraints on creativity or resources, peer
respect, and the satisfaction of understudying respected professionals are all
related to job satisfaction.

2. If the Agency is to remain competitive in the 1990s, there will
obviously have to be an assertive recruitment program which seeks out the
talented candidates needed to fill our positions. This program will have to
be multifaceted, with graduated work tours and benefits that are tailored to
Agency manpower skill requirements. The Agency will also have to keep
compensation competitive, including the upper grades, and continually review
and adjust the employee benefits package--and inform employees fully of their
available benefits. There are additional actions which the Agency could take
which could prove to be very effective in attracting and retaining skilled
employees. Some of these additional actions include:

a. Develop personnel management systems which reflect the current
trend toward a greater degree of mobility in and out of the Agency and
recognize the need for both career and short-term employees to meet personnel
staffing levels.
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b. Improve the performance rewards system.

c. Develop a special corps of cross-trained managers who can manage
Agency specialists in production, collection, and administration, or
functional specialists (such as personnel managers cross-trained in personnel
administration, data base management, planning, and quantitative analysis).

d. Oontinue actions to recapture and preserve the Agency's very
special environment that stresses teamwork, accomplishment, worth, and
organizational vitality. It demands much and receives much from employees in
return for an employer that is aware of the unique problems faced by its
employees, makes an extra effort on their behalf, and enhances job
satisfaction.

e. Develop and apply productivity measures where relevant.

f. Create incentives for managers to focus on and improve
productivity. The system now is often perceived to work against the manager
who does more with less. If the unit is smaller, it may work against the
grade allocated for the manager's position. Conversely, the manager who is
expanding the unit may receive a higher grade allocation.

3. In addition to specific programs directed toward hiring and retaining
properly skilled employees, it is critical that the Agency be able to project
shortages and overages by skill, which can be used to devise retraining and
recruiting strategies. One such projection technique that has been used
successfully by IBM involves the use of "transition matrices" to forecast
'skill imbalances to help management formulate retaining and recruitment
strategies. The matrices access an organization's employee data files that
contain current and historical information concerning employee positions and
skills. From this data, "transition matrices" are constructed. These
historical transition rates are modified to emphasize growing trends and
future requirements, and used to iteratively project skill distributions one
year at a time. Projected skills that are over or under the targeted levels
are then balanced by appropriate retraining or recruiting strategies. This
technique, called a MARKOV Process Model, is now used by the Office of
Personnel for analyzing age and grade changes and could be adapted to skill
projections within a realistic time frame. Since a skill imbalance is
projected only if the demand for a skill is not within the upper and lower
bounds of the supply for that skill, some future imbalances may not be
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predicted. This method is, therefore, conservative in determining skill
imbalances, with only the larger imbalances detected; short-term or small
imbalances may not be projected with this method. For these reasons, this
analysis should be used in conjunction with conventional personnel management
techniques to achieve an effective human resource planning strateqgy.
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20 April 1534

MEMORANDUM FOR: Director of Communicztions

: Director of Data Processing
Director of Finance
Director of Information Services
Director of Logibtic;
Director of Medical Services
Director of Personnel
Director of Security

Director of Training and Education

STAT FROM:

C/Carecer Management Staf:/JUn

SUBJECT: . Projected Needs of Agency Manpower Gocls—f
: . 1990s and Beyond ‘ L

1. An Agency Steerlng Group chaired b the Executive
Director is looking at ways CIA can continuse to attract, traln
motivate, and retain sufficient numbars of high- oaalLty
employees to fill ocur projected needs in. the 1990s and beyond.

2. The Associate Deputy Director for Administration
‘has requested that each Directorate Subgroup review the
attached and submit recommendations regarding actions and
programs we could undertake to improve our competitive :
position in our manpower goals for ths fu*ure. Your comments
and recommendations should be forwardsd to us by COB
.~ 27 April 1984. If vou bhave anv anestions, please contact
STAT ~ the undersigned on ' s

STAT

Attachment:
As Stated
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Goals and Actions

The Manpower Goal
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Background and the Probisr o
We have held 2 competitiv pO>1‘.lO’l in the US job market for most of our

history, largely b%a use ¢f the mherent attraction and mystique of a career
in intellicence with the nation’s racst zlite pra

praciitioner. As a result, we have
maintained an vnusually cualifisd work force, and our selection process is
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There is htt reason, then, to fz2! complacent about our ability to attract
gift

a larger work force of pedastirian tzlent simply will not do the job that ru.:,t
be done in the 199Cs. (It is doubiful 1 'a any event that'we will zrow much
beyond our requested personnel st or Y 1985.) We face growing
demands for rapid, curreat, in- de;!’n responses t0 an ever expanding set of
questions in an incre sing’iy hostilz and te c,.no¥ovxcally advanced operating
environment. The quality of ocur work force will b\, central to our ability to
maintain the standard of sxcellence 1 at poiicymakers have come to expect
from us over the years. (C ' - el

1

o
cX
)

The acfxons we have takzn over the :: ast two yvars on, such key 1ssu°s as'
ew recruitment and hiricg technigues and impr oved compensation and
benefit programs refiect needed mpvement on manpower-issues. The '
prospeci of Congressional action’in 1985 to reduce federal civilian
retirement benefits—an 2lement i a"t zctivensss of a career in
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Actions Meadzd in the Short Term

We must assess the difficulties we mey face in mzintaining the appropriate -
level and mix of skills and c,\ssxmms ve will require over the long term,
and we must devise ways to overcome or get around the problems we
foresee. First, however, we need a more clearly defined framework within
which to address the prospects for employes recruitmeant, motivation, 4
training, and retention and the implicztions of prosp cts for incentive -
programs now under consideration. We must ct how the Agency’s mix
of requisite skills may change over the next 135 years as the '
Directorates cope in earnest with ths compu n ironment and the - -
technological and substantive challengzs that are forecast for the 1990s,
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We also must develop a more accuratz appracia ti o of the size and L

character of the pocl of relevant talent we will have to draw on during that =~ ~

criod. Finally, we must assess the limits—Ilzgal aud reasonable—ofour &

capacity to initiate programs to enhance our a2bility to compete for qualiy e

“applicants and to retain and motivate our mest productive employees gver '
the long havl. Within this framework, which should be ia place by theend
of 1984, we will be able to implement an innovative, Agency-wide strategy

- to satisfy our personnel needs in the 1530s. (c} '

To create and maintain momentum to deal with this crucial issue, the -
Executive Director will chair a Steerinz Group on Personnel that will

consist of the Associate Deputy Directors arﬁ r-'*:;:;s,nfatzves from the-

independent offices, as approoriate. Th: Steering Group will look to nhc

Director of Personnel to develop sLudm ?o* i ravizw by the end of 1984 -

on: o = Do oS e

» The mix of skills nezded by the Dxrectorates over the next 10 10 15 years. -
~ R « The size and character of the relevan: pool of i2lent in the United States
available to us during the same pzriod. T :

» Recommendations regarding actions and prozrams we could undertake
to improve our compstitive position during that period, and a description
of the legal and practical limits we facs 1n impiementing such programs -
and actiods. (c) BRI

It is too early to predict the specific stratzgy that mli resuh from th;s pro-
cess. In the course of preparing this Adézndum, 2 number of suggestm'xs to"
improve our competitive position in the job market were received from the
Directorates, In the short term, for example, we could experiment with . -
pilot programs in such areas as scholarships for promdsing students-or " o
employees and tuition forcwanass 3rrang,mn*> for .}’Jotn in'return for. .
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future service commitments. We will, ¢f course, want to ensure that our
people receive pay and benefits g 1o or batter than those of other
government agzncles. We may wis ‘1 t3 rnzXe more use of experts employed
elscwhere to help us sclve pariicular probiems—either through coatract or

loan arrangzments. We must uss our ox!

programs not only to develep advanc: but a
opportunities of the pamci 201S. An -eed to
selling job on th advantagss and sa tions of
(©) '
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